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OLC 78-1517/2
31 August 1978

MEMORANDUNM FOR: Deputy Legislative Counsel

PROM

Assistant Legislative Counsel

SUBJECT : Releasing National Estimates to Congres:s

1. Background: Agency policy on this subject has varied
over the years and has not until very recently been clearly

articulated. 'The general trend, however, has been toward greater
availability of Nlfis as far as the Congress ig concerned. Jormer

DCI Bush decided that the newly organized SSCI would be given

access to all Estimates with the exception of those which discussed
sensitive policy options in connection with ongoing policy dcliberations.
Bush (30 January 1976-20 January 1977) also gave other committces
with an oversight role vis a vis the Agency access to Estimates

on subject matters related directly to the committecs' mandates.
Thus, the annual Estimate on Soviet strategic forces (NIE 11-3/8)

for 1076 was made available to the Senate Armed Services Committee -
OI.C journals indicate that in July 1977 Volume 1 of NIE 11-3/8-76

was also made available to Committee staffers Rhett Dawsou anu
Larry Smith upon DCI approval of a request made by Comrittee

Staff Director FPrank Sullivan. The S3CI has a copy of the current
Fstimate on Soviet strategic forces (NIE 11-3/8-7"17, issued 21
February 1978) on loan. NI 11-3/8-78 is scheduled for publication
later this year.

9. Current Guidelines: Guidelines drafted by NIFAC/CSS
were approved by the DCI on 17 June 1978. With respect to the
SSCI and HPSCI the Guidelines provide that NIEs will be released
by authority of D/NFAC "when the requested material bears upon
committee evaluation of our intelligence product.” The Guidelines
also specify that D/NIAC will consult with the DCI in the event
that cither of the select committees requests an Estimate "dealing
with sensitive on~going policy options or negotiations.'" It should
be clear that NIFE 11-3/8 does not fall into this latter category,
despite its relationship to SALT negotiations. 'the category is
meant to encompass istimates that deal, for example, witlb
potential foreign reactions to possible U.S. policy. initiatives; not
with basic evaluations of military force structures.
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The Guidelines further provide that any other committees
requesting access to an NIE will be offered a briefing. Requcsts
for access to the actual document arc to be made by the corumitiee
chairman to the DCI.

‘The Guidelines also contain provisions regarding Inter-
Agency Intelligence Memoranda (these are produced under the
acgis of the DCI but do not have top-level inter-agency approval;
they are less formal documents than NIEs). A copy of the Guidelines
is attached.

3. The Uniqueness of Estimates: A rationale apparently
once used for denying NIlis to Congress was that they were prepared
by the DCI for the exclusive use of the President and his senior policy
advisors, and hence were in the realm of documents covercd by
fixecutive Privilege. While it is possible that a few Special Listimates
(SNIEs) commenting on sensitive live policy options might in the future
fall into this category it is certain that the rationale cannot be applied
to the bulk of istimates produced in the past or being produced today.
1 have attached for your information the summary section of a paper
on National Estimates done by the Center for the Study of Intelligence.
It is worth reading. (I have, incidentally, brought this document to

25X1 | kttention in connection with: the IHouse Appropriations
Committee's desire to look into the kstimative process). :

4. The Immediate Problem: As I understand it, the immediale
problem involves Senator Jackson's desire to have NIE 11-3/8-77 made
available for review by Richard Perle and/or Dorothy Fosdick. Because
NIE 11-3/8 is a codeword document, the problem must be considered
in two interrelated contexts: provision of Estimates to the Congress,
and guidelines for the issuance of compartmented clearances
to the Legislative Branch.

Perle and Fosdick are both in possession of compartmented
clearances in their capacity as regular staff members (i.e.,
P.L. 95-94 Section 111(b)(2) type) of Jackson's ‘Governmental Affairs
Permanent Subcommittee on Investigations. But Perle also
supports Jackson in his capacity as Chairman of the Armed
Services Arms Control Subcommittee. Perle's affiliation with the
Armed Services Committee, if any, assumedly is in the nature
of a P.1,. 95-94 Section 111(c) designee (i.e., a classic "S. Res. 4"
type staffer). The question is whether the Guidelines and Procedures
for the issuance of compartmented clearances should operate to
prevent a Section 111{b)(2) staffer with compartmented clearances

2
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issued in connection with his assignment to one committee from
using those clearaunces in support of his principal's work on
another committee. I do not beliceve the Guidelines and Procedures
can be read so broadly, because they pertain only to the igguance
of compartmented access approvals. Similarly, the rationale

I have previously constructed for diffcrentiating between Section
1D (2) and 11l(e) staffers (excerpt from the statute attached) is
practical only in so far as the igssuance of clearances is concerned.
There is, I believe, a limil on the oxtont to which we can attempt
to influence how individual Senators utilize their stalfs. fow a
Section 111(b)(2) staffer functions is a matter to be worked out
between a Senator and the appropriatc committee chairman. 1do
not think we can complain if Perle does not put in a full day's work
for the Government Operations Committec. 1 do recognize that he
is not subject to the rules and discipline of the Armed Services
Committee, and that his support of Senator Jackson's work on this
Comrmnittee may he offensive to the Committee Staff Chief, but I
think that the most we can do is to insist that a staffer have a
regular affiliation with some committee in order to get
compartmented clearances. Politically and practically speaking,
we cannot be in the business of monitoring the activities of bSection
111(b)(2) type staffers to cnsure that they work and use their access
approvals only in connection with the comuinittee staff to which

they are assigned. It is, in short, a loopliole in the compartmented
clearances scheme that we will just have to live with.

This brings us buack to the Guidelines for access to NiEs.
Section lc says that with regard to comrmittees other than SSCI and
IHPSCI, requests for Nilis should come from the "eommittee chairmai.”
This provision could rcasonably be interpreted to mean "committee
or subcommittee chairman."” The alternative would be to insist
that Senator Jackson (or any subcomimittee chairman) get the
chairman of the full committee to make the request. I would
recommend the broader interpretation of this provision.

It should be noted that the Guidelines on access to kistimates
do not distinguish between members and gtaff. Neither is there any
mention of the use of the SSCI as an intermediary in providing NIiSs
to others (we already know that Jackson objects to this procedure).
The CGuidelines on access to NIEs, in other words, leave such
matters as access to 11-3/8 on the part of Jackson and/or Perle-
Fosdick to the ad hoc determination of the DCI. Thus, therc
appears to be no firm basis in cither set of Guidelines for denying
11-3/8 to Jackson and/or Perle-Fosdick out of hand.
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An additional picce of background to bear in mind in this case
is that there is no indication that anyone on the Armed Services
Committee staff has actually reviewed the current version of 11-3/8.
Should we decide to supply the document to Perle, therefore, we
may want to offer it to Sullivan first.

25X1

Assistant Legislative Counsel

Distribution:

Orig - Addressee w/atts
1 - OLC Subject w/atta E
1 - OLC Chron w/o/atts ?
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Attachments:

A. Guidelines for Congressional Access to National Intelligence
Estimates and Inter-Agency Intelligence Memorandunis

B. Summary Section of National Justinates: An Assessment of the
Product and the Process

C. Excerpt from ... 95-94
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NATTONAL INTELLTGENCE ESTIMATES AND

INPTERAGENCY INTELLIGCENCE MBEMORANDUMS
The following guidelines will apply to providing

1.
Congress access to National Intelligence Estimates (NX1is)

and Interagency Intelligence Mémorandums (TIHs)

In the case of the Scenate Select Comalttee

.

T A et et 2 st ey
Y VAR i g im e

on Intglligcnco and.the House Permanent Sclect Con—
mittee on Intelligence, RIEs will be released by
authority of Director, National Foreign Ass&ssmentf
Centexr (NFAC) when the roquegfeﬂ material bears upon
Committee evaluation of our intelligence product.

In the event that a Select Comuittee IeQuests an
Ni¥ dealing with sensitive on-going policy options
or negotiations, the Director, NFAC, will consult

with the Director of Central Intelligence prior to

release.
b. Interagency Intelligence Memorandums wmay be
released to the Select Committees uvpon their ryequest.

Xf, in the opinion of the Chief, Congressional Support

T e Approved-For Release 2005/04/22 :-CIA-RDP81M00980R000800110002-0» :
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issues, he will advise D/RYAC and obtain his con-

currence before releasing the Adocwnent.

¢.  Other Committees requesting acecess to NiEs

will be offered a briefing on the cstimate. Lf they

jnuist on access to the estimate itS&lﬁ,thGY will

be requested to have the Committee chalxman contact

the DCI.’
d. Other Committees may be allowed access to

TIMs under the same rules as pertain to the Select

Committees.
2. NIEs and 1IMs will be handled in accordance with

their sensitivity. When approved storage facilities arc

not available, material will be delivexed to and picked

up from the reader the same day. Where proper storage

facilities axe available (the two select Committees),

readers will be asked to return NIEs and TIMs as soon as

tﬂey arce finished with them. Codeword naterial will

normally be read at Headguarters.

3. Requests for NTEs and XIMs will be made to the

Office of Legislative Counsel which will forwarxd the xe-—
quests to the NFAC Congressional Support

riate action.
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NTELLIGENGE

HONOGR AP

NATIONAL ESTIMATES:

AN ASSESSMENT
OF THE PRODUCT

AND THE PROCESS

1‘! B CENTER FOR THE STUDRY OF INTELLIGENCE

CENTRAL INTELLIGENCE AGENCY

APRIL 1977 TR/KA 77-03
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1. ESTIMATES AS AN INSTRUMENT OF POLICY SUPYORT (pP- 23 50}

The criticism of estimates has continued since the change,
however, and this chapter scts forth the views of policy makers
and other comsumers on the present quality and utility of esti-
mates and comments on how and for whom they should beo written.

National estimates were intended at thelr outset to ﬁe the
most authoritative appraisals available to thc top levels of
government on forejign developments of national security concern.
Issucd by the DCI, they were to be forward looking and predictive,
rather than historical and descriptive, of high quality and
objectivity, and national products with respect to subject
matter, audicnce, and process of produé%ion. The intecrviews
for this study were conducted with this doctrine in mind and
the results werc measurcd against it.

Hlow Estimates Fared (pp. 257 34)

Against the traditional standard, cstiﬁates did not fare
well. Although highly praisecd by some users, and found use-
ful in ome way OY another by most others, they were judged
in the aggregate to fall well short of the traditional ideal.
They clearly have not played thc jmportant rolc envisioned
for them in the national sccurity decision process.

Iggbﬁggggiygw§igg (pp. 25-28). Lstimates scldom reach
the top levels of their intended audience--the President and

members of the National Security Council (NSC) . Such of thear

2
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content as docs is usually included in memoranda or briefings
prepared at lower levels, where cstimates are widely received,
and recad to varying degrees. The complaints about cstimates
focuscd on quality and relevance; estimates werc criticized
for being:

--irrelevant to, or oblivious of, the specific

policy problems of the rcaders;
--jnsufficiently analytical and overly descriptive;

--conservative and imprecisec in their judgments
about the futurc;

--inadequate in explaining judgments and con-
clusions, and in discussing the alternatives
considered and discarded; and,

ve,

--unable to contribute much that 1is unique or
not alrcady known to the policy maker, par-
ticularly on political subjects.

_The Positive Side (pp.28-30). Some respondents were high

in their praise of estimates and others were on the whole well
satisfied with them; almost all found them useful in one way or

another. For cxample:

--thosc with strongly positive views, including
two former cabinect members, tended to be less
concerncd about the relcvance of estimates to
immediate policy issues, and valued them for
their presentation of a disinterested view;

--others with a positive vicw cxpected less of
estimates, and were not troubled by the
deficiencies perceived by the more critical;

--most users valued estimates for their balance
and professionalism, because they pulled
together all that was known about a subjecct,
and becausc they helped assure the rcader
that he had considered all the factors
bearing on a problem.

3
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SUMMARY

I.  SETTING THE STAGE (pp. 19-22)
National TIntelligence Lstimates (NIEs) have changed over

the yecars {rom short, narrowly focusced papcrs dealing with

near-term problems to include morc comprehensive, analytical

studics of longer-range issucs., This change resulted {yrom:

--greater analytical capabilitics;
--an enlarged data basc; and,

--changing requirements, as readers grew more ‘
numerous, more sophisticated, and more demanding.

The role and importance of cstimates in policy making has
varied with Administrations, particuldrly in response to:

--the structurc of the policy making machinery
and the place accorded estimates;

--the attitude of top policy makers toward intel-
ligence; and,

--thc quality and rclevance of cstimates as
perceived by the principal users.

Reaching their zenith in the early 1960's, estimates sub-
sequently declined in prestige and drew increasingly sharp
criticism. The criticism contributed to thc decision of the
Director of Cecntral Intclligence (DCI) in 1973 to abolish the
Board and Office of National Estimatcs (ONE) and entrust the

preparation of estimates to a group of Natiomal Intclligence

Officers (NiOs).

CONTIDENTIAL
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content as does is usually included in memoranda or briefings
prepared at lower levels, where estimates are widely received,
and rcad to varying degrecs. The complaints about cstimates
focused on quality and relecvance; estimates were criticized
for being:

--irrelevant to, or oblivious of, the specific
policy problems of the recaders;

--insufficicntly analytical and overly descriptive;

--conservative and imprecise in their judgments
L. about the future;

--inadequate in explaining judgments and con-
clusions, and in discussing the alternatives
considered and discarded; and,

ive,

--unable to contribute much that is unique or
not alrcady known to the policy maker, par-
ticularly on political subjects.

The Positive Side (pp.28-30). Some respondents were high

in their praise of estimates and others werc on the whole well
satisfied with them; almost all found them useful in one way ot
another. For cxamplc:

--those with strongly positive views, including
two former cabinet members, tended to be less
concerncd about the relevance of estimates to
immediatec policy issues, and valued them for
their presentation of a disinterested view;

--others with a positive view expected less of
estimatces, and were not troubled by the
deficiencies perceived by the more critical;

--most users valued estimatcs for their balance
and professionalism, because they pulled
together all that was Kknown about a subjecct,
and becausc they helped assure the reader
that he had considered all the factors
bearing on a problem.

3
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Other Tindings (pp. 30-34). lEstimates got good marks
for objcctivity--some uscrs considered this one of their
principal virtues. Most users who said they had obscrved
bias, considercd it a comparatively minor problem, easily
discerned and adjusted to, and the conscquence of human
imperfection rather than of deliberate intent.
ferences in the quality and utility of estimates since the
1973 change in the production system, becausce of the turnover
of officers in policy positions. There was, however, a fair
degrce of conscnsus between users and produccers on two points:

--the NIO system has produced a modest improve-

ment in the relevance of estimates and some-

what greater improvement in. the jesponsivencss
of the system; but,

--e¢stimates are more uneven in quality than thosc
produced before 1973, because of the new drafting
procedures.

The interviews revealed different reactions to diffcrent
kinds of estimates:

--those on military, scientific, technical and
economic subjects were better received than
those on political subjects, not because of
differences in quality, but because most
users were less able to handle the complex
data, perform their own analysis, and reach
their own conclusions.

We found littlc or no support for criticism heard in

recent years conccrning .

--the proliferation of intelligence publications
containing estimates;

4
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--the issuance of departmental as well as national
c¢stimates; or, '

--the abscnce of an explicit scale of probabilities
in estimates. :

Why the Gap? {(pp. 34-40)
The substantial disparity between traditional expectations
and what users said is attributable in large part to deficiencies

in the product:

- -the failurc to be fully responsive to the policy
question;

- -the failurc to be sufficiently venturcsone; and,

--inadequacies in drawing implications for U.S.
policy.

Some Unrealized Assumptions (pp. 35-38). Therc are

other reasons for the disparity, which individually and
»
collectively are of considerable importance. A basic onc
is that the traditional doctrine puts an unrcalistic burden
on the DCI and the intclligence community. It resté on some
‘unstated and unrcalized assumptions.
One is that estimates would have a major influence on

the formulation of national security policy:

--in fact, estimates have played only a modest
role, partly because

--sccurity policy is not direcctly driven by facts,

analyses and recsulting judgments; it is the com-
plex product of an often- lengthy and untidy pro-

cess, in which many other considerations come
into play.

A second assumption is that policy makers would scek and
welcome the contributions of estimative intelligence, even

when they cast doubt on currcent policy:

5
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-=in fact, policy makers often beliceve that they
can ecstimate as well as the intelligence spe-
cialist, if not better; also,
--estimates may say unwelcome things and cast
those who produce them in the role of
troublemakers.
A third assumption is that the relationship between policy
and intclligence would be close, and communication frec and

complete:

--this rclationship has usually not existed; it
has been very weak in recent years; morcover,

--there is an absence of structure for system-
atically insuring that estimates arc part of
the policy process.

Other Recasons (pp. 38-40). Two other circumstances have

contributed to the failure of estimates to play their prescribed
role. One is that the forcigﬂ policy c%tablishment tends to be
highly operational, and to focus on the short term and hipghly
specific matters immediately before it. However:

--estimates were originally intended not merely
to support day-to-day opcrations, but as con-
tributions to the formulation of basic, long-
term national security policy;

-~from this perspective, the difficulty may be
with the way policy is formulated. Government
institutions, such as State's Policy Planning
Staff, which werc designed to assist with long
range policy, usually focus instcad on short
term issues.

Secondly there has been suspicion and distrust of estimaies
at the top, and this has had serious effects on their usc.
--Unless estimates are welcomed and read at the

top, they arc not likely to be taken seriously
elsewhere.

6
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The Market for Estimates (pp. 40-50)
Even the most critical users believe that estimates have

a role to play in the policy process.

What Should Estimatcs Do? (pp. 42-46). Users belicve
that estimates should:

~-identify policy problems not yet in the fore-
front, and pose questions about them;

--sort out the facts in complicated situations
where such facts arc clusive, apparently con-
tradictory or fast changing;

--identify and evaluate the forces at work and
their interplay, and discuss how their con-
tinuation or manipulation could affect the
final outcone;

i ' --judge the consequences of ongoing devclopments
for U.S. policy; and,

--judge foreign reactions to U.S.” olicies resent
judg g P s P
or contemplated,

There was a relative lack of interest in specific pre-
dictions of future cvents such as coups, elections, or changcs
of government.

_Most striking about thcse comments is their reaffirmation
of the traditional doctrine, with its emphasis on the analysis
of forces, trends and their implicatiqns for the U.S. in a
context analytical and forward looking, rather than descriptive
and current.

For Whom Should Estimates Be Written? (pp. 46-48). ‘the

nature of the audience is important, for it affects the way

7
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estimates are organized, their level of detail and how they
present facts, analyses and conclusions.
Some of those intervicwed thought that estimates should
be written with readers at the very top in mind--the Presidesi,
the NSC, and other cabinect members--not because estimates vouid
regularly be read there, but because so aimed, they would catch
other rcaders along the way.
--But the perspectives and nceds of those at
the top are not nccessarily the same as thosc
of the individuals who support them.
--5Some estimates will be rcad at the top, par-
ticularly those that the DCI belicves should
be read there, and which he urges upon the
scnior policy makers.
Most respondents belicved that estimates should be oimed
at the Assistant Secretary of Statey White House Staff oy com
- parable level, and we agrec.
--These are the officials who set the terms for
the policy debate by formulating the options
and alternatives, who enjoy the confidencce of
policy makers at the highest levels, and who
constitute the highest level combining expertise

and the power to act on many problems.

How Should Estimates Be Written? (pp. 48-50). Such

readers are able and knowledgeable, have access to the same
material as estimators, and feel competent to reach judgments
on the basis of their own analysis. If estimates are to
appcal to this audience they must:
--emphasize analysis rather than description,
show the relationships among data, analysis
and conclusions, and describe the thought

process by which the estimators came to
their judgments;

t
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--explain what issues were contentious and what
was disgarded and why, and set forth any dif-
ferences of opinion;

--describe continuity and change as comparcd
with previous estimates, and identify carlicr
material now judged incorrcct; and,

--clcarly state the implications of their
analysis and conclusions for U.S. policy.

II1. IMPORTANT ELEMENTS IN THE PRODUCTION PROCESS FOR NATIONAL

ESTIMATES (pp. 51-79)
This chapter discusses the views of producers, some user: .

and the study team on aspects of the process by which estimates

are produced.

Self-Initiated Estimates (pp. 51-52)

About half of all national estimates are initiated by the

intelligence community and most producers and uscrs who com-

mented on the subject found this satisfactory. A very few

felt strongly that, to avoid irrelevant papers, estimates
should be produced only on request, but the majority and the
study tecam believe that producers have a duty to initiate an

cstimate when they perceive a development of significance

for U.S. policy.

Terms of Refcrence (pp. 52-54)

The degrec to which users participate in preparing the

terms of reference is likely to determine the real relevance

of an estimate to the nceds and intecrests of its main recipi-

ents. A formalized proccdure providing for such consultation

CONFIDENTIAL
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should be instituted., The risk of predeternining the ovtcone
by a conscious or unconscious “loading'" of the questions
appears minimal and manageable.

Multidisciplinary Work (pp. 5§4-57)

Users and producers alike agreed on the nced for nore
cross-disciplinary or analytically-intcegratced estimates, and
on the difficulty of doing them. A common complaint was that
readers were left to synthesize separate scctions on political,
economic, military and other subjccts. Burcaucratic separa-
tion and incrcasing specialization among analysts were cited
as the causes for this situation. There is, however, little
agreement on how best to accomplish good multidisciplinary
synthesis., At a minimum, it probably quuircs bringing
various analysts together under an cf{fective projcct leader
for wide-ranging "synthesizing discussion' before drafting

begins,

New Analytical Methodologies: (pp. 57-59)
-~Although some criticé fault the estimative process for

not incorporating more guantitative, mathematical, and

éystems~oricnted methodologies, we found little support

for this charge. There was a great deal of skepticism about
the use of computers and other new tools, and producers saw
some risks in the use of new methodologies. Nonetheless, 11
is important to kecp up with the state of the art, and some

new techniques appear to have at least limited applicability.

10
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Competing Analysis (pp. 59-63)

Another concept that has received attention recently
is the crecation of "competing centers of analysis."™ The only
extensive effort to provide an alternative analytical approach
was the widely-publicized and controversial '"B-team'" experi-
ment. Undertaken last ycar during the preparation of the
annual estimate on Soviet strategic forces, it involved a
tcam of cxperts from outside the intclliéencc comnunity.
There are many practical problems in such an effort, however,
and the best insurancc of proper analytic competition probdbly
lies in the skill, perception, objectivity, and intellectual
rigor of the estimative manager rather than in any organiza-
tional technique.

Net Asscssments (pp. 63-0606)

Net asscssments involving the U.S. require access to
data on U.S. forces, weapons and capabilities. Those inter-
yiewcd agreed fully that the intelligence community should
neither conduct them nor include them in estimates, because
of the inordinatc risk of transforming estimators into
advocates or opponents of particular U.S. weapons systems
or policies. Net assessments comparing the capabilities of
two or more foreign countries are an acceptable and at times
cssential part of national estimatcs, and therc is need for

more of them.

11
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Coordination (pp. 66-70)
This process brings together experts from the various

agencics to debate and revise the text of a drafi estinate,

Coordination is central to the. concept of national intelli-
gence, allowing the DY as the nation's chicf intelligence
officer to set forth his vicws while requiring other par-
ticipants either to agree or to express and explain their
disagrecements. Substantively, coordination brings the

talents of the cntire intclligence community to bear, wakes

coverage of the pertinent issues more likely, and, at 1ls

<

best, helps to define and sharpen issues.

The best way to avoid the pitfalls of coordination, such

as masking divisions and fuzzing conclusions, is to sclect a

chairman for coordination mectings who is tough-minded, inde-

pendent, judicious and skilled in running a meeting, and to

remember that consensus is often not what users want or nced.

DPissent, Swmmarics and Classification (pp. 70-74)

Consumers welcome the presentation of conflicting views

on controversial and complex wmatters, and they arc sufflficiently

sophisticated to distinguish between dissents reflecting sub-

stantive differcnces and thosc taken primarily to support
bureaucratic positions. The present trend of incorporating

dissents in the text of estimates, rather than in footnotes,
is c¢learly favored by uscrs, some of whom want also to sce

an elaboration of the rationalc behind a disscnt.

12
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Consumers cmphasized that a tightly written and accurate
summation of the key conclusions is the best possible device
for ensuring high-level attention to the message of an cstimate.
Many did not objecct to lengthy cstimates so long as they led
of f with a crisp, well-written summary. The importancc of a
good summary can hardly be overcmphasized.

Policy makers strongly favored the lowest possible security
classification for estimatcs as a means of widening their
audicnce and enhancing their utility. Where possible, highly
classificd material scems best handled in separatc, more
restrictively distributed annexes, SO that a lower classifica-
tion can be given to the basic estimate.

Ryescntation, "Post-Mortems" and Updates (pp- 74-79)

”

While recognizing that both written papers and oral

briefings have certain advantages, almost all consumers com-
menting on the two methods clearly pfefcrrcd to get most if
not all estimative material in written form. The bulk of
any effort to improve presentational formats ought thecrefore
to gd jnto making writtcn estimates as succinct, rcadable,
and responsive to different levels of nced as possible.

Post-mortems can be useful if done sparingly, and if
they include feedback from consumers.

There was almost no support from consumers for a regularly
scheduled revision and update of estimates, except for the
annual Soviet strategic estimate, NIE 11-3/8. In our view,
cstimates should be updated only when significant changes

have occurred.

13
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1v. ORGANIZATION TOR TIHE PRODUCTION OF BESTIMATES (pp. 80-91)

The current system for producing cstimates gives cach NIO
a larger amount of authority and responsibility than zny one
individual had under the previous system, and 1t cncourages and
requires a close working chutionship between the RIO and the
main produccrs and users in his arca.

Both of these results were highly valued by most ol the
users who commented on the subject. Some of those interviewed,
however, felt that thce present system places 100 heavy a burden
on the NIO, and that it suffers by lack of provision for cel-
1cgia1‘rcviow, as once supplied by the Board of National
Fstimates.

Once benefit of the prescnt systes, jin the eyes of somoe
producers, is that it puts the drafting responsibility on
analysts who dcal with a subject on a day-to-day basis.

Others believed, however, that the analysts' lack of expe-
rience in estimative writing and the conflicting demands on
their time from other tasks often resulted in a lower quality

estimative product.

Changes in Current Practices (pp. 89-91)

Efforts havc been made to respond to some of thc criti-
cisms, including the authorization of a pancl of outside
consultants to review estimative drafts. Without offering a
detailcd blueprint, the study team believes that additional

steps should be taken. Thesce are:

14
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--to establish a body of generalists to serve
as an internal collegial revicew group;

--to establish a small group of analysts to
do the initial drafting of estimates as a
full time task; and,

--to activate the authorized panel of outside
consultants.

These steps would help insure high quality and the
thorough and complete treatment of a subject. They would
provide an additional means of getting objective and dis-
intercsted national estimates, and would highlight the
primacy of the DCI. They should not be allowed to impinge
on a strong virtuc of the present system: its improved
ability to maintain contact with the consumer and to
insure the pertincnce and responsiveness of the estimative

product to the consumer's nceds.

V. THE USER'S ROLE IN ESTIMATES (pp. 92-102)

If estimates arc to be uscful and relevant, producers'
must clearly understand the necds of users. Such under-
standing can best be acquired by direct communication on
matters of scope, timing and the issues to be addressed.
An effective dialogue between producers and uscrs would
seem to require:

--clear evidence of interest by the President and
senjor policy makers in the use of gstimates;

--a recognized procedure for fitting estimates into
the national security decision process; and,

15
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--~active participation by scnior policy and intelll
gence officials.

To date, these conditions have been met only partially and
sporadically. The National Security Council Intellipence
Committee (NSCIC) was set up in 1971 to provide guidéncc by
users on their nceds and to evaluate intelligence products,
but proved incffective. Since it was abolished in 1976, there
has been no formal mechanism for user-producer exchange.
Despite what the NTOs have donec to bridge the gap, intelligence
production and collection arc still determincd more by what
the producers think is necded than by direct rcquests or by
guidance {from users.

Some believe that intelligence analysts should maintain
a certain remoteness from decision makers to keep intelli-
gence untainted by policy pressures, But most uscrs and
producers took a different view, considering a closc rela-
tionship mandatory--its primary benefit being a clearcr,
more realistic appreciation by cach of the other's capabilities,
limitations and needs.

Providing for Closcr Contacts (pp. 97-102)

The major obstacles to closcer user-producer relations
are lack of time, physical separation, and a view among some
policy makers that the producers of intelligence arc well
enough informed and sufficiently competent to determine on

their own what users want and necd. Most uscrs agreed,

however, that efforts to improve communication are desirable.

16
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--0One solution somctimes suggested is the creation
of a forum such as the NSCIC, but without its
liabilities. This course is worth trying, but
not a grecat deal should be expected of it.

It is quite clear that the improvement of communication
will depend mostly on the efforts of individuals, and that
the main burden will remain on the producer.

--Several policy makers stresscd the importance

of developing personal relationships of mutual
confidence with intclligence producers;

~-Users should do all they can to insure that

the producer is aware of trends in policy
and to understand what estimates can and
cannot do; producers must help them acquire
this understanding and absorb what is
readily knowable about policy concerns;

--Morc tours for sclected intelligence officers
in policy offices would be helpful.

VI. THE FUTURE ROLE OF ESTIMATES (pp. 103-107)

As its power and self-sufficiency become more circum-
scribed, the U.S. will be increcasingly dependent on accurate
estimates of the possible plans and actions of its adversarics
and friends. Thus, estimates will have a highly useful role
for the foresceable future and should get high priority in
the overall intclligence effort.

Estimates will be more difficult to preparc in the
future. With the growing complexity and interrclhtcdncss
of the world's military, technological, economic, political

and social affairs, it will be harder to understand and to
17
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foresce crucial developments, to be clear and precise, and

to phrasc cstimative judgwents in simple declarative sentences. .,
The likely shrinking of intelligence resources will be coupled :
with a requirement for estimates on a wider variety of sub- :
jects aimed at more and different consumers, including ;
Congress and perhaps ecven the public. ?
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e, Y. 82.

2 UsC Glh-6.

Fffective date.
2 USC 6ih-6
note.

2USC61-1 note.

2 USC Y2a-le.

»

Src. 110. (2) Section 161 of the Supplomentsl Approprintions dct,
1977, is awended — o e :
(1) by striking cut “Majority leader ol tho Seuate and the
Minerity Leader of the Senale” in the first sentence and 1'115&)1'3.1?1;,5
in Yien thereof “Majority Yender, Minovity Yeader, nd Seccetary
f the Senate”; and - . L
of t2 in' si.ril:i,ng; out “Mujority Leader und the Minority Teader”
in the last sentence and inserting in Hau thereof “Mayonty Teadey,
Minority Leader, and Saeretary of the Sep ale’ _
BY The mwendments made by subsection (2) shall take cflect on
Auenst 17197 o
S SEC. 111 __{a) Exccept as provided in subzection {b), the aggregnle
Gt Pioss compensation which may be paid to aaployees 1u the
ofice of n Senator during cach fiseal year under section 105(d) of the
Legislative Branch ‘\.mn\'ominti(m Act, 1968, as amended aud modified
(2 G.S.C.61-1(A)), 15 increased by an amount equal to three times
the amount veferred to in section 103{e} (1) of such Act, as smended
and anadified, . ) . . )
F(b)61) Tn the case of & Senator who is the chuuman or raunking
VSTEFIEY nember of any committes, or of any cubeommittee that
yeceives Tunding to employ stalt assistance sepatulely from the Tund-
ing authority for stofl of t{)v Fall comnittee, the amount referred to 1o
subzection (1) shall be reduced by the amount referced ton section
103 (e) (1) of the Legislative Branch Appropriation Act, 1968, as
amended and modified, for each such commitlee or subcommittee.
F(2)AIn the case of a Senator who is authorized by a commttee, a
subcommittee thereof, or the chairman of a committes or subcom-
mittee, as appropriate. to recoyn and or approve the :q)p(_unt_m_ent. to
the staff of such committee or subcommnitice of one o1 more individuals
for the purpose of assisting such Senator solely and directiy 1m s
duties as a member of such committee or snbrommittes, the amount
referred {o in subsection (n) shall Le reduced, Jor cach sneh connnittee
or subcominittee, by an amomwnt equal te (A) the nggregate anmual
eross rites of compensation of all staff employees of that comiiitee or
subcomuities (3) whose appointment 1s inude, approved, or recom-
mended and (31) whose continned employment is not disapproved by
such Senator, il such employees are employed for the purpose of
assisting such Senator solely and directly in his duties as a member of
snch commitlee or subcommittee thereof as the case may be, ox (B) the
amount referred to in section 103{c) (1) of the Legislative Branch
Appropriation Act, 1968, as amended and modified, whichever is Jess.
(3) In the case of a Senator whols serving on mnore than three com-
wittées, one of the committees on which he is serving, as selected by
him, shall not be taken into account for purposes of paragraphs (1)
and (2). Any such Senator shall notify the Secretary of the Senate
of the'committee selected by him under this pavagraph. I
c) L) A Scunator may designate employees in his oflice to assist

. . .

EEY w - .
/}xgﬁ: ST connection with Bis membership on comimittees of the Senate.

3

*X11 employee may be designated with respect to only one comaittee,
(2) An employee designated by a Senator under this subsection
shall be certified by him to the chaivman and ranking minority mem-
ber of the commitfee with respect to which such designation is made.
Such employee shull be accorded all privileges of a professional staff
memnber (whether permanent or investigatory) of such committes
including access to all committee sessions and files, except that any
such commiltee 1may vestrict access to its sessions fo one staff member
per Senator at a time nnd requice, if classified malerial Js being
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:
4
%/ handled or dizenssed, that any staff member possess the appropriato
| seenrity cleavance before bainge allowed aceess to such mafevial or to :
; dizeussion of it. Nothing contained in this paragzraph shall bs con- 1
1 strued to prohibit a connnittes from adopting policies and proctices :
j with yespect to the application of this subsection vwhich nre sinilov
j to the policies and practices adopted viith vespect to the application’
‘ of section 105 (c) (1) of Senate Kesolution 4, 95th Congress, and see- .
tion 106(c) (1) of the Supplemental Appropristions Aet, 1977.
(3} A Senator shall notify the chairman and ranking minority
’ member of 2 committee wheunaver a desigmation of an employes under
i this subsection with yespect to such committes is terminated, :
i _(d) The second seutence of sectien 105(d) (2) of the Legislative
Branch Appropriation Act, 1968, as amended and modified, 3s 2 USCO6LL
anended—- , - - B
| (1) by inserting after ©(i)” the following: “ihe sslavies of
thies caployees muy be fived ot rates of noteore than the xate
referred to in subsection (e) (1), (i1)”; and ) N
i (2) by striking out “(ii)” und jnserting in Hea thexeol “(i1i)".
1 Che wrendinents made by this subsection shall have no effect on sec-
: tion 6(c) of the Order of the President pro tempore issued on Octe-
ber &, 1976, under section 4 of the ¥Federal Pay Comparability Act
{ of 1970. S U
(e} (1) Section 106 of the Supplemental Appropriations Act, 1977 Repeal.
3 ' (other than subseetion (£) thereok) is repealed. : - 2 USC 72-1d
, (2) Asan exercise of the rulemaking power of the Senatc, section #nd motes ! ’ ;
‘ (05 of Senate Resolution 4, 95tk Congress (other than subsection ()
thereof) 15 repealed. : . -
.. (£) This section, and the amendments made by subsection () and Effective date. .
j the yepeals made by subsection (e}, shall take effect on October, 1977, 2 USC 121
; Src. 112, (a) Section 506(a) of the Supplemental Apprepriations
Act, 1973 (216.8.C. 58(a)) isamended— A .
(1) by striling out paragraph (1) and inserting in Yeu there-
f of the following: . ;
_ , #(1) official telegrams and long-distance telephone calls and
‘ related services;” -
(2) by striking out “and” at the end of paragraph (7) and by
striking out paragraph (8) and nserting in lien thercof the

Infre.

TR

TN

205611 vote.

T TSI,

2 USC GOu-1.

noie.

f , following:
o “(8) subject to the provisions of subsection ( e}, relinbursement

of travel expenses incurred by tho Senator and erployees in his

- oftice; and

; “(9) reimbursement to each Senator for such other official
f expenses as the Senator determines are necessary (not including
oflicinl officé expenses incurred in his State, but mcluding actual
transportation expenses incurred by the Serator and cm ployeesin
his office in the performance of official business in the metropolitan
aree of Washington, District of Colunbiy, or, in the case of
employees assigned to an oflice of the Senator in his home State,
mcurred by such employees in the performance of official busi-
ness in the general vicinity of the office to which assigned), but
only to the extent sneh expenses do not exceed for any calendav
year ten percent of the total amount of expenses authorized to ba
paid to or on behalf of such Senator under this section for such
calendar year.”; and ‘
. (3) by striking out the last sentence thercof and inserting in
Licu thereof the following: “Reimbursement to 2 Senator and his
o cmployees under this section shall be made only upon presentution
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